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1 Be brave
Strategy is about thinking ahead, which can mean thinking beyond 
current, profitable products to the ones of the future. Brave bosses 
are willing to sacrifice current profits for future, profitable growth. 

Example: for decades, Marks and Spencer has needed to decide 
who it is targeting, which would probably involve scrapping products 
aimed at the wider public (see p. 7).

Advantage: bravery is the way to be a step or two ahead, 
avoiding crisis.

Disadvantage: shareholders support brave actions when crisis 
has hit, but can be reluctant to support bold actions when things 
seem to be okay.

2 Strengths, not weaknesses
Every business does its SWOT analysis, but what does it then 
prioritise? The most successful businesses build on their strengths 
rather than attempting to correct weaknesses.

Example: for more than 20 years Toyota has focused on its strength 
in hybrid technology, i.e. cleaner cars.

Advantage: your strengths are what you’re good at, so build them 
into a major competitive advantage, rather than worrying about what 
you’re less good at.

Disadvantage: if your weaknesses undermine your strengths, this 
strategy would be a mistake.

3 Corporate strategy
A company-wide plan for meeting or beating the 
corporate objectives.

Example: a plan based on developing innovative new products 
rather than supporting existing products.

Advantage: a well-coordinated company-wide plan ensures that 
staff in all departments are heading in the right direction.

Disadvantage: if the strategy is tightly controlled from the top, 
more junior staff may feel restricted from taking initiatives that fall 
outside the plan.

4 Focus
Devising a strategy based on existing markets and existing products, 
rather than product or market development.

Example: Cadbury focusing on current brands in its key markets 
in UK and India.

Advantage: according to Ansoff, this would be a low-risk strategy 
— particularly worthwhile if the business had other underlying issues 
such as high debt levels.

Disadvantage: in the long run this approach restricts business 
growth and may frustrate promising managers who wish to be 
involved in a bolder approach.

5 Functional strategy
Ensuring that the corporate strategy is effectively broken down into 
its implications for each function, such as marketing, people, finance 
and operations.

Example: a corporate strategy of focus might mean the marketing 
department scales back on new product development and puts more 
of its budget behind supporting existing brands.

Advantage: clear functional strategies can be coordinated so that 
they deliver successfully on the company-wide (corporate) strategy.

Disadvantage: there is no disadvantage in coordination, but specific 
functional managers may be frustrated by inability to use initiative, so 
good people may look for more interesting jobs.

6 Good strategy
According Richard Rumelt in Good Strategy, Bad Strategy, ‘a good 
strategy has an essential logical structure [“the kernel”]’ and contains 
three elements: ‘a diagnosis, a guiding policy and coherent action.’

Example: to turn around Apple’s loss-making position before the 
launch of the iPod and iPhone, Steve Jobs cut Apple’s range of 
desktop computers from 15 to one and scrapped all printers and 
other peripherals.

Advantage: once you’ve diagnosed the problem and found a 
solution/policy, all that matters is implementation (coherent action).

Disadvantage: what’s missing from Richard Rumelt’s analysis is 
a sense of timescale. A strategy is a medium-to-long-term plan for 
meeting objectives.

7 Inorganic strategy
A strategy based on takeover rather than from within the business. 
This might be to meet objectives of growth or diversification.

Example: Coca-Cola’s purchase of Costa Coffee (see pp. 10–12).

Advantage: it’s instant and therefore a quick fix for a problem. For 
Coca-Cola, building a significant coffee business as a way to diversify 
away from sugary soft drinks might take 5–10 years. Buying Costa 
achieves the same goal instantly.

Disadvantage: buying another business creates huge problems 
of cultural fit, whereas a home-grown business builds up 
its own culture.

8 Organic strategy
Planning to achieve your objectives from within the business, 
perhaps by new product development or opening new branches at 
home or overseas.

Example: in 2019 Aldi announced a plan to open 55 more branches 
within the M25 area, to help meet its objective of growth.

Advantage: Aldi knows everything about opening Aldis, so this 
organic approach has a good chance of success (whereas buying 
Iceland stores to grab an extra 2% market share would be fraught 
with uncertainties).

Disadvantage: if a market is growing rapidly, then the slow, steady 
progress of organic growth may be a mistake. Facebook did brilliantly 
in buying potential rivals Instagram and WhatsApp.

9 Trusting your people
A strategy based on delegation and empowerment of staff.

Example: telling staff the goal, then allowing them to think of an 
appropriate strategy for achieving it, e.g. asking teaching staff to get 
the rate of A*s up from 2% to 4%.

Advantage: motivation theories such as Maslow’s and Herzberg’s 
emphasise the importance of feeling responsible and valued. This 
approach does both.

Disadvantage: different departments may push through different 
approaches. This cannot work in organisations where consistency is 
vital, such as McDonald’s.

10 Using leverage (gearing)
Like a takeover strategy, this is about a quick fix. If you can borrow 
£200 million today, you can instantly buy the items needed to make 
your strategy happen.

Example: Marks and Spencer borrowing several hundred million to 
revamp its drab stores. 

Advantage: you may have diagnosed that you’re facing a problem 
that needs to be fixed immediately. Borrowing more allows 
this to happen.

Disadvantage: excess gearing adds hugely to operational risks. If 
things don’t go according to plan, extra debts can weigh a business 
down with excessive interest payments.
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